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ACTION PLAN 1

e Specific @ Measurable 0 Relevant 0 Time bound

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?

Reduce the used car department's reliance on auction purchases, which has negatively
affected gross profit, inventory quality, and expenses. By monitoring auction unit percentages
and enhancing trade capture, | expect to improve Front PRU and lower costs. This issue has
developed over the last six months, and | plan to resolve it by April 2025.

BOTTOM LINE: Benefits of Achieving Your Goal Consequences of Not Achieving Your Goal
- Higher front gross PRU - Continued mediocre sales

- Lower expenses - Increased reliances on auction units

- Improved employee morale - Excess expenses

- Inventory more aligned with customer - Lower CSI

needs - Decline in F&I penetration

- Which could lead to more opportunities for - Overwhelm recon department

other departments

When will you start? Janurary 1st 2025

How will you gauge your progress? When? Using which metrics?
To gauge progress | will monitor trade capture percentage of new and used deals, and weekly

auction purchases. This will be done daily by reviewing previous days appraisals, and weekly
by monitoring trade capture percentage and ensuring it is improving.
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What specific actions will you take to achieve your goal? Who can help you?

Each week | will meet with my used car director before he purchases from auction. | will begin
limiting his purchases to put more pressure on trades to sustain inventory.

I will hire an additional buyer to purchase more units "off the street" as the units are typically
purchased with better margin then auction units. We are currently averaging 12 purchases a
month and would need this to improve to 25.

I will also have my GSM verify each appraisal for a second opinion. When reviewing prior day
appraisals this will allow me the opportunity to train both my GSM and Used Car Director to be
sure we are aligned in strategy.

Auction unit will be wholesaled sooner. When reviewing sold auction units there is a
significant decrease in front PRU on units that are greater than 45 days old. Previous process
was units get wholesaled at 90 days, that will change for auctions units to 45 days.

Potential Challenges? Potential Solutions?
Locating another buyer Transfer a BDC agent
Market Conditions Adjust strategy to changes
Employee Buy in Training
Inventory falling to levels lower then wanted Utilizing sister stores inventory
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